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Introduction
After the arrival of director Kathy Halbreich in the early 1990s, the Walker Art Center (Walker) made a stated commitment to developing new audiences and creating a more accessible arts institution.  The focus on audience engagement was established in the mission adopted as part of the Walker's Long Range Plan: 1994-1999:

Walker Art Center is a catalyst for the creative expression of artists and the active engagement of audiences. 

Since that time, the Walker has undertaken a variety of programs to engage both new and traditional constituents in multi-disciplinary experiences, the creative processes of artists, and the operating practices of the Walker. As the Walker's recent American Association of Museums re-accreditation report acknowledged, the Walker is an "organization whose central focus is on creativity." The Walker has come to see the artist's own creative process as central to its work and as a key interpretive tool. Through ongoing audience development efforts, staff found that activities involving direct contact between artists and audience members provided compelling experiences for Walker audiences, artists, and staff while achieving the strategic goals of the institution. 

As a result of this finding, in 1998 staff developed Artists and Communities at the Crossroads (Crossroads), a project consisting of a series of artist residencies and related educational programs designed to more deeply engage the increasingly diverse audiences living within the 10 zip codes surrounding the Walker. "At the heart of our proposed activities," said director Kathy Halbreich, "is the intent to integrate the artistic process more fully into people's lives." The four-year project is funded by The Pew Charitable Trusts' (Pew) Program for Art Museums and Communities, an initiative that seeks to develop and disseminate innovative programming models that will strengthen museums' engagement with their communities. All of the artists in residence and programs cited in this report are funded by the Program for Art Museums and Communities. 

At the same time as Walker staff began to implement the Crossroads project, members of the Board of Trustees and staff updated the organization's strategic plan. The new Long Range Plan: 1999-2004 prioritizes the engagement of audiences as central to all Walker activities. The organizational focus is Illustration I, a diagram and quote which appear on the cover of the plan. 

Illustration 1: Long Range Plan Diagram
Multidisciplinary artist residency programs are integral to this effort as exemplified in the following organizational strategy, "The artistic direction will encompass enhanced global partnerships, artists' residencies, and thematic links across disciplines." The residencies, new and extended relationships the Walker is building with local organizations in the surrounding community, and collaborative management are aspects of the long-term, holistic efforts of the Walker to engage audiences in innovative ways.

Museum Management Consultants, Inc. (MMC) was contracted in December 1998 to evaluate the Crossroads project. The purpose of this evaluation is:

∑
To study selected residencies and management strategies and 

∑
To assess the relationship of project outcomes to the Crossroads project goals, as well as to the organizational priorities set forth in the Long Range Plan.

The Crossroads project has three goals: 
Goal 1  Audience Awareness: To heighten an awareness and appreciation of the Walker Art Center as a contemporary, multi-disciplinary art museum and as a vital contributor to the community.

Goal 2  Audience Engagement: To actively engage audiences in the artist’s creative process and to illuminate how contemporary art encourages us to explore the issues which shape our everyday lives. 

Goal 3  Collaborative Program Planning: To enhance the Walker’s capacity to produce multi-disciplinary programs by further developing collaborative, cross-departmental planning processes and by incorporating community partners into planning.
The evaluation will be conducted at three points during the course of the four-year project—at the beginning, mid-point, and completion. This report represents the findings and implications of the MMC baseline assessment of the Crossroads programs in this initial phase of the project.  The second report, to be submitted in 2001, will emphasize implications of the research findings with a focus on refining project programs and practices. The third report will cover project outcomes and potential for the Walker to sustain programs, audiences, and relationships in the target communities after the project ends in 2002.

This report contains two sections: Key Findings and Implications, and Closing Remarks. The key findings are organized according to the three project goals. Reported under each project goal are related qualitative and quantitative findings representing the project development, the initial impact on the Walker and its audience, and the relationship of the project development to the overarching priorities of the organization. 

It should be noted that since 1994, MMC has evaluated several Walker audience development initiatives using quantitative and qualitative research methods. The firm has become familiar with Walker operations, policies, and audiences and maintains a deep understanding of the history and progression of the audience development efforts and the related audience response. 

The Crossroads evaluation was designed by MMC, Walker, and Pew staff. The design, which can be found in Appendix A, includes objectives, research questions, and data collection strategies. To conduct baseline research on the project, the evaluator reviewed: project planning documents; program materials; promotional items; baseline quantitative research on the target audience; statistical information on program participation (when available); internal documentation of program management and correspondence (when appropriate); and a draft of the Long Range Plan. 

In addition, the evaluator conducted a series of interviews during a three-day site visit from Wednesday, April 7 through Friday, April 9, 1999. Those interviewed included staff, trustees, members of the Community and Neighborhood Advisory Committee (CNAC), community partners, artists, and individual artist residency participants (see Appendix B for List of Interview Respondents). Evaluator Marnie Burke de Guzman conducted interviews at the Walker and at community centers using a series of interview protocols based on the research questions established for the evaluation.

Also during the evaluation visit, a focus group was conducted with adults from the Minneapolis area who were involved in different aspects of the residency of dancer and choreographer Bill T. Jones, and his dance company Bill T. Jones/Arnie Zane Dance Company (See Appendix C for summary of Bill T. Jones residency activities, and Appendix D for a list of focus group participants all of whom agreed to be contacted in the later years of the project, and the results of a brief survey regarding participant visitation patterns at the Walker and demographics). The focus group script was based on the research questions established for the evaluation. 

Focus groups produce narrative data that provide insights into the attitudes and opinions of participants. This aspect of MMC research is not meant to be statistically reliable, but rather to highlight important issues that might be more difficult to obtain using other quantitative methods. 

It should be noted that the pool of residency participants available for the focus group was limited at the time of the site visit because the Crossroads project was in its initial stages. Most of the residencies had not begun or were in the planning or early implementation stages. While very positive, the focus group findings are limited, as all of the respondents except for one were involved in the residency activities of just one artist and his company. One of the participants was registered to participate in the Urban Bush Woman and David Murray residency, and had been involved in past residencies. Several other participants were also involved in previous residencies.  An edited video version of the focus group dialogue serves as an attachment to this report.

Walker leadership, staff, and Board can use the anecdotal focus group and interview findings, as well as the limited quantitative research, as a guide to developing the artist residency programs.

Key Findings and Implications
The quantitative and qualitative research findings contained in this section consist of baseline data for the Crossroads evaluation and therefore must be interpreted with caution. There are no comparisons or conclusions to be made because these findings are based on limited implementation of the project strategies. 

Audience Awareness 

Goal 1: To heighten an awareness and appreciation of the Walker Art Center as a contemporary, multi-disciplinary art museum and as a vital contributor to the community.
A high level of awareness of the Walker exists in the community, while levels of frequent usage and interest in the arts are lower. 

In the fall of 1998, the Walker conducted a telephone survey to measure awareness, usage, and perceptions of the institution and its programs among residents of the ten zip codes that represent the targeted area surrounding the Walker (see Appendix E for Target Audience Telephone Survey Summary). Overall, the baseline data show that target audience's level of awareness and useage of the Walker was considerable.  Awareness was extremely high  98% of the survey respondents had heard of the Walker and 94%, had heard of the Minneapolis Sculpture Garden (Garden). Usage was also high, 91% of the respondents had been to the Walker at some time and 85% had visited the Garden.  Attendance to on and off-site education and community programs, film/video screenings, and performing arts and other programs requiring the purchase of a ticket was also significant at 49%. 

With 50% of the sample reporting that they had visited the Walker within the last year, annual visitation was strong in comparison to the rates of visitation in other urban contemporary art museums across the country. It should also be noted that 69% of the respondents had used the Walker within the last two years, and 80% of those who had visited the Walker had done so within the last five years. In comparison with visitors to all types of art museums, the target audience responded positively to satisfaction indicators, with 80% to 90% agreeing with statements like "I would recommend it to others;" "Walker is a community resource;" "visiting Walker would be a memorable experience;" and, "I feel comfortable there."  These findings should be understood in the context that visitor satisfaction in contemporary art museums is generally lower than visitor satisfaction in institutions with encyclopedic collections. In the "Measures of Success" section of the Long Range Plan, the Walker noted its commitment to increasing visitor satisfaction to the average level of satisfaction in encyclopedic museums, approximately 90%.

Overall, Walker and Garden attendance has grown steadily since the beginning of the decade. Attendance during 1997/1998 to the Walker, events at other locations, and the Garden is represented in Table 1.

Table 1: Walker Art Center/Minneapolis Sculpture Garden Attendance

1997/1998 Attendance

Walker Door Count
Walker Events at Other Locations
Walker

Subtotal
Garden
Total

490,906
27,492
518,398
409,961
928,359

The Walker developed a baseline summary of the portion of attendance and membership represented by the residents of ten zip codes surrounding the organization as part of their preliminary research about the target audience (See Appendix F for attendance from each zip code and source data). While not directly comparable to the attendance figures above, the following percentages serve as benchmarks against which change in this audience can be measured over the course of the project. Residents of the target area make up approximately: 

∑
10% of gallery attendance, not including visitors to Free Thursdays or Free First Saturdays (attendance by zip code was not collected at either of these programs);

∑
28% of on-site event attendance (attendance by zip code was not collected for Walker events at other locations);

∑
9% of Garden attendance;

∑
21% of full Walker memberships;

∑
43% of Explore memberships for individuals with low incomes; and, 

∑
38% of the volunteers, including tour guides and Bridge Club members.

Implications

While the baseline telephone survey showed a very positive response to the organization, there do appear to be three areas where the Walker has the potential to deepen engagement and broaden the visitation of the target audience. To deepen engagement, the organization can focus on closing the gap between awareness and annual participation in Walker offerings.  While 98% of neighborhood residents are generally aware of what is going on at the Walker, and 91% have come to the Walker at some time, a smaller group comprising 50% of those target audiences are coming once a year. Given this positive context, there appears to be great potential to increase visitation by the infrequent visitor. Consistent, active engagement can be forged between the organization and these target residents, either through on-site programs, neighborhood activities, or membership incentives with the goal of increasing attendance to the Walker. All off-site strategies should involve enticements to draw people to the Walker or Garden.

Second, an opportunity exists to increase the target audience's familiarity with and interest in contemporary art. This challenge is not a new one for the Walker. The rate of annual usage in comparison to awareness may be related to the survey finding that a significant percentage (38%) of respondents had a neutral response when asked if the Walker exhibited the kind of art that interests them. To consider this finding in context, it should be noted that a larger portion, 48% of the respondents, were interested in the type of art exhibited at the Walker, while just 14% were not interested in the type of art exhibited.
 The greatest opportunity to increase engagement or reach new visitors exists with the neutral respondents. Changing their moderate perceptions about the art Walker presents to positive responses will require innovative and consistent provision of:

∑
Direct links to artists;

∑
Introductory experiences with the range and multi-disciplinary nature of Walker offerings;

∑
Opportunities to understand curatorial and programming practices; and,

∑
The clear and concise message that "contemporary art" really means "art by the artists of our times" in promotional campaigns.

It was apparent in focus group and individual interview discussions that people can become quite comfortable with contemporary art if they are provided with ways of actively engaging with the work and the artist. It is when the description "Contemporary Art" is used to describe the plays, movies, and art shows created by living artists that people conjure "ubiquitous, minimalist images of white paint on a square canvas," to note one example.

MMC research into residency programs conducted at the Walker during the past five years has shown that links between human beings can go a long way to dispelling stereotypes about contemporary art, whether those links are between artist and audience, audience and educator, or audience member and audience member.

In the past seven years, the Walker, as an institution, has become much more accessible, both in perception and in reality, by utilizing innovative interpretive practices and making improvements to its visitor services and marketing operations. As the recent neighborhood survey results and attendance figures indicate, Minneapolis residents know about the Walker and are positively disposed towards it. However, even the participants involved in the focus group, many of whom were artists themselves, wanted ways to better understand and engage with the art.

The third finding for consideration is that 31% of respondents gave a neutral response when asked if the Walker was a good place to take children, indicating that the art center and its programs may not be perceived as an engaging experience for families. When this finding is considered in the context that 56% of the respondents strongly felt the Walker is a good environment for children, while just 12% disagreed, there appears to be potential to positively influence perceptions and increase visitation by families within the targeted area.

Certain residency activities, like the programs held in Joep van Lieshout's multi-use mobile, titled Walker on Wheels, and the residency activities like the Lester Bowie and Dianne McIntyre dance rehearsal with children from the Hands On Child Development Center, have addressed this perception. The success of Free First Saturdays with the families (not reflected in this survey data) is also consistently building this audience and should be promoted as widely as possible to the target zip codes.  Other studio art educational offerings, on-site school performances, ongoing dialogues with students, parents and teachers, and after-school neighborhood activities could help parents/families utilize Walker resources appropriate for multiple age groups and give parents and teachers ways to better understand the arts.  Wherever the family and child-oriented programs are held, and whatever form they take, Walker sponsorship needs to be clearly communicated to this audience to shift the perception that its programs are not fun or appropriate for families. 

The Walker is perceived as a community resource and a vital contributor to the quality of life in Minneapolis.

Quantitative and qualitative research findings illustrate the perception of the target audiences that the Walker is a community resource. Of the telephone survey respondents, 82% supported this idea. 

In focus group discussions, participants said they felt the Walker was truly committed to improving the quality of life in Minneapolis and to supporting the arts community. As one participant said, 

I am a big fan of the Walker. It’s a great prototype for what contemporary arts museums can be. It doesn’t just address one aspect [discipline] but many. It involves the community. One of the reasons I like being here [Minneapolis] rather than Chicago is that the museum, the programs, the people who work here are much more accessible to me than if I was living in Chicago, or other cities. There is a true community here and a sincere effort put into improving life in Minneapolis. 

Several participants also said they were impressed with Walker support of the local dance community. They were aware of Walker participation in the community in a variety of forms from bringing artists to Minneapolis to perform; hosting master classes; sponsoring off-site shows; supporting local choreographers and dancers; and allocating funds, equipment, and professional expertise for community-based programs. All of these efforts contributed to the perception of the Walker as an organization broadly supportive of art programs in the community, not just within its institutional walls. 

“Within the dance community, I’ve been really impressed lately noticing the number of concerts where the Walker is included in the funding or bringing the concert to the Twin Cities," said one participant, adding, "I’ve been really impressed by the amount of times I’ve seen the Walker name associated with getting dance shown.”

Another participant, a local choreographer, said, "They are also starting to cue in more on the local community and feature local artists. Often, it's artists from the outside being brought in and those of us here being neglected. I have been noticing the Walker featuring more local people here and I think that’s a very good sign.”

Implications
Because the focus group was conducted with participants from a modern dance residency, it was impossible to determine whether the perception of the Walker's support for the arts community is shared by the visual, literary, theater, and media arts communities. As part of Walker efforts to become a multi-disciplinary resource, it is worth monitoring these perceptions, and creating this understanding across disciplines. Local artists can be "street emissaries" for Walker programs and for disseminating the message that the organization is a community resource. One focus group participant metaphorically compared the Walker impact through all of the supportive and programmatic activities in the community to the ripple effect of a stone when dropped into a pond. 

Whenever possible in residency activities, community partnership meetings, on-site program activities, etc., the Walker can cross-promote programs and disciplines and make it easy for people to get involved. Ways to participate in residency activities can be highlighted at Free Thursdays, Free First Saturdays, and at residency offerings for other disciplines. Incentives in the form of discounts and free passes can be given to increase involvement across disciplines, and to bring community program audiences to the Walker site and vice versa. An "Engage" section can be developed for the web site giving people weekly updates on ways they can get involved in Walker programs and residencies, including off-site activities where Walker is providing funding or technical support.

Focus group participants were aware of the Walker's efforts to become more accessible and improve visitor services. 

In focus group discussions, several persons of color noted Walker efforts to become more accessible to diverse audiences, particularly audiences of color and those with low incomes. They said the Walker has gone from being very "white" in its style of presenting art and welcoming visitors, to being much more inclusive in the last ten years. Interviews with two resident artists, also of color, confirmed that the Walker has become more engaging to different types of audiences and diversified programming.

"The Walker is looking for new alternatives," said artist-in-residence Bill T. Jones. "It feels real. Things are changing." When Jones was asked how he could tell, he said staff were able to connect him with diverse community organizations during the course of his residency where it was apparent that they had cultivated relationships over time. One example Jones mentioned was Lucille's Kitchen, where he participated in a forum on art and race with leaders in the African American community. The forum was broadcast live on KMOJ radio and sponsored by Insight News, two media outlets which serve the black community.

A focus group participant confirmed this change saying, 

There was a time here at the Walker when I came as a portrait model, and I would be the only person of color. I was so sad about it. I’ve always worked in different communities, in schools and as a nurse, and I would try to get people to come to this museum. For years, I was the only person of color unless maybe there was a jazz musician playing. The Walker was white like white society, there was a sense that you could not enter. And I always felt, this museum is mine as much as anyone else's. Finally they changed and I was so happy because I think it has made the Walker a better place. I think the artists who have been in residency here feel more at home. They feel more like on the East Coast, where people of color are celebrated.

Participants applauded efforts to present visual, performing, and media arts by artists of diverse ethnic backgrounds and experiences. In addition, participants said programs like Free First Saturdays are engaging and welcoming to a range of communities. 

“It makes my life more a celebration to be able to go to all of these concerts,” said a participant, adding, 

It enables us to be more a part of communities like Native American or African communities, where everyday, art was integrated with life, instead of a once a year celebration. Now all the communities in Minneapolis can hold hands. Whereas before the Walker wasn’t like that. It was a very elite, erudite place where only a few people could embrace art, and now it’s like many hands reaching out. It’s a network. It’s beautiful.

These perceptions were supported by telephone survey findings that 80% of those surveyed said they felt comfortable at the Walker and 87% said they would recommend it to others. This finding should be noted in the context that 77% of the survey respondents were white; 10% were African American; 4% were Native American; 2% were Asian/Pacific Islander; 2% were Hispanic/Latino; and 2% classified themselves as other or mixed (3% refused to respond to the ethnicity/race question). In the Twin Cities, 10% of the population consists of people of color. 

Several participants also noted their appreciation of the low fees for master and movement classes associated with the Bill T. Jones residency, ranging from $2 to $6, as well as the membership benefit of receiving a  discount on performing arts tickets. As one participant said, "I just became a member last year. I can't always go to a $16 concert, but when it's $8, it's no problem. When they announced the Bill T. Jones thing, I thought 'Oh my god, how much is it? It's probably $50. I don't care I've got to go do it.' It was two dollars! Those sorts of economics are really key to my access."
In the last several years, it appears that the Walker has made significant progress in improving its efforts to provide quality customer service. Several focus group respondents said that they felt the Walker was a welcoming environment where staff treated visitors with appreciation and care. 

One elder participant who uses a walker to get around said he never has to "stand looking around" for too long before a staff member would come over and offer help. At one point during the focus group, he motioned toward the Walker staff member who was videotaping the discussion and said “That young man helped me get up the elevator one night. When I turned around to say thank you, he was gone like Superguy. We can kind of detail the things that are not going on around here and I am game for that. But there are a lot of those types of inconspicuous souls helping out now, more than before.” Another participant mentioned attending an outdoor dance performance on a hot summer day and being offered a bottle of water by a member of the event technical crew. 

Implications
It appears the Walker is effectively providing basic visitor amenities and customer-oriented service which is appreciated and noticed by the public. Now that a visitor orientation has taken root at the Walker, the focus can be on maintaining and improving the quality of constituent relations. Once basic visitor comfort requirements are met, they are free to engage more fully in programs and focus more of their attention on the art. It is on this advanced level of visitor engagement that the Walker will now need to target its efforts and is doing so through the artist residency events and planned collaborative management strategies. 

The Public Relations and Marketing Department is developing and employing a variety of publicity and outreach strategies to heighten target audience awareness and engagement.

At the time of the site visit, marketing staff were utilizing a variety of networking, publicity, membership, and evaluation strategies to increase the general awareness and engagement of residents in the target neighborhoods. Residency activities are also being promoted, although at varying levels depending on the capacity for enrollment.

For the Bill T. Jones residency, the Walker worked with Dance Alliance to disseminate information. Dance Alliance promoted the activities in their membership mailing. The Walker also published information about the residency in its own newsletter which has a circulation of 20,000 people. 

Focus group participants, however, did not feel the Bill T. Jones residency activities were well promoted. Most of the participants found out about the residency through the Dance Alliance  newsletter, or by asking Walker staff directly whether Jones was conducting master classes. This finding could be related to the fact that marketing efforts for the project were somewhat limited given the small potential for involvement  or to the participants' involvement in one residency which occurred in September 1998, before the Crossroads project had officially started.

Marketing staff are focused on building an influential network of contacts in the target neighborhoods. Staff have surveyed neighborhood social service and arts organizations, businesses, churches, schools, political and press organizations and created a list of "VIPs." This group received initial mailings regarding residency activities as well as monthly Walker calendars. For example, the marketing staff mailed brochures to VIPs at the neighborhood community organizations when they were canvassing the target area for appropriate locations for Walker on Wheels, a mobile unit designed by the Atelier Van Lieshout to travel to surrounding neighborhoods as a site for art activities, workshops, and community events (See Walker on Wheels mobile unit brochure and interpretive aid in Appendix G). An updated Community Programs Brochure was also published to inform community partners and target audiences about Walker outreach programs (See Appendix H for Community Programs Brochure).

Outreach has also been conducted with representatives from community newspapers. Marketing staff have held meetings and telephone conversations about how to motivate additional coverage of residencies through advertorials, advertisements, and other methods for reaching their audiences (See Appendix I for documents on communications marketing strategy and community newspapers). Staff are finding the establishment of these relationships with neighborhood journalists more challenging than they initially imagined. Community newspapers have limited staff, often one or two writers and/or editors per paper, and Walker staff said they did not have much time to devote to the craft of arts writing or doing advance articles for Walker programming. 

For residencies that had begun or occurred at the time of the baseline assessment, marketing staff have employed a variety of tactics such as:

∑
Advertising in neighborhood transit stops;

∑
Placing long-copy advertisements ("advertorials") in community newspapers.

∑
Distributing free passes in plexiglass display cases placed in highly trafficked area businesses; 

∑
Hiring a special group sales coordinator to coordinate list development, mailing, follow-up calls, and box office logistics related to paid groups and groups from Explore program community partners; 

∑
Distributing flyers at neighborhood schools for Free First Saturdays; and,

∑
Searching for a new distribution service to more widely circulate Walker Calendar in key neighborhood locations. 


In addition, the education department provides bus transportation from Walker to off-site residency events.

The Walker continues to offers its Explore Memberships to low income residents to increase membership in target neighborhoods. The free memberships provide benefits including: 

∑
Free event tickets for up to four people for films, performing arts events, education activities, and members-only previews;

∑
Free gallery admission for up to four people;

∑
A 10% discount on Walker Shop purchases;

∑
One year subscription of the monthly events calendar; and, 

∑
A 15% discount on Guthrie Theater tickets (up to four per play presented by this theater located adjacent to the Walker).


Ads for Explore have been placed in community papers in the targeted neighborhoods and the development of a new membership brochure is planned for 2000.


Evaluation has also been a key component of Walker marketing efforts. As described above, the marketing department conducted the first of three telephone surveys in target zip codes in November and December of 1998. An event survey was also developed and is being administrated at all Crossroads residency activities and events (See Appendix J for Event Survey). The results will be tabulated at the end of 1999.


Implications 


The marketing department is employing a wide variety of targeted efforts to increase the already high awareness level on the part of neighborhood residents. However, what will be critical is that the marketing tactics motivate visitation to the Walker or to community based programs. Hiring a group sales coordinator, the Explore memberships, and distributing free passes in neighborhood businesses are examples of engagement-oriented audience development strategies. To evaluate the effect of these strategies, marketing staff can monitor target audiences usage of the Walker, attendance at residency and community programs, motivation to attend, and level of interest in the art. 

Audience Engagement 


Goal 2: To actively engage audiences in the artist’s creative process and to illuminate how contemporary art encourages us to explore the issues which shape our everyday lives. 


Focus group participants and resident artists value direct interaction with each other and feel that Walker efforts to connect audiences and artists define the institution. 


Focus group participants strongly expressed their appreciation of opportunities to interact directly with artists. They said the Walker offered occasions for direct contact more consistently and with a greater range of artists than any other local arts organization.


As one participant said, 


Why I like the Walker in particular is it seems there is so much of an attempt to get us to interact with the people creating the art, which is almost more interesting to me than the actual products. . .What the Walker provides for me is these contexts  the performance, the people coming together, a place to chat about the art, be informed about the process, and inform [the creative process] with my responses. 


These outlets are what I am trying to inform my life with. Has it changed my life? No, it helps me live my life.


Another participant added, 


This is a big plug for this residency thing. That one person can come and touch several neighborhoods surrounding the museum, and affect the lives of so many people. Not that every artist has to be great or that it has to be specific to discipline, but you learn so much from hearing and seeing. It’s an extraordinary thing. They don’t just come, lecture, and leave, they get in and allow anybody to meet them and ask questions.


One result of the residency activities, according to participants, was a better understanding of the performance, specifically Jones’s We Set Out Late. . .Visibility Was Poor. Master classes and discussions about the artist's process gave participants a sense of how movement sequences were developed and what movement represented to the artist.


“I thought it especially informed the performance. To take the class, then go see the rehearsal, and see bits and pieces of the work, and then see the show," said another participant. "The information from the artist really brings a performance to life.”


Artists also said the residency activities play a vital social and aesthetic role. When asked why he works so extensively in the community, Jones said, 


I am gratified when an event with young people works, like the ones at Dunwoody and with the teens, when I can see the light go on and young people understanding something they didn't before they arrived. Like most twentieth century people, I too feel alienated. Working in the community makes me feel part of something. Individuality is good, but not when we are completely cut off from each other. This helps keep me whole. Artmaking is an act of faith and when you can see that something real has been communicated, it's very satisfying.


According to artist-in-residence, filmmaker Cheryl Dunye,


The process is as important as the product. Through residencies, there is an ability to develop the work, see it being created, and be involved in the process. I want to make living art, to have writing that is original. Working with people who are real you get an authenticity, truth, and passion. The Walker is one of the few mainstream art organizations that is willing to support artists in taking these kind of risks. It's like the Walker gives artists legs.


Implications

These comments on the part of artists and general audiences affirm the Walker's choice to emphasize residency programs. In addition, they indicate that the Walker should promote residency activities as widely as possible. If publicity about residency activities must be limited because only small numbers of participants can be accommodated, then possibilities for communicating the results of residencies could be explored. Documenting memorable moments through audio and film and showing them in the galleries or on the web site or highlighting new art or performance works created through residencies are some ways this could be accomplished. The Artist Residency Space, a hybrid gallery and gathering space planned for installation in the Permanent Collection, also shows promise for communicating broadly about these programs and engaging audiences who were not actually involved in residency activities. 

Focus group participants valued the opportunity to understand the artist's life experience.


Participants felt one of the greatest benefits of their residency experience was the chance to understand, as one residency participant said, "how an artist becomes an artist." What was the artist’s early life experience? Did they show great talent at an early age? Who significantly influenced the artist’s life? Aspiring and amateur artists wanted to understand how "professionals" got their big break.


As one participant said, “I can see how much mythology and folklore is integrated in his [Jones] dance, from his family stories. I feel more than any performer that Bill is honest, and that he exudes love for people. He reaffirms the community and the community really embraces Bill.”


Jones received significant praise from focus group participants for his directness, candor about personal experiences, and approachability. “It was amazing to see him as a person, and to see that who he is as a person lined up. That he created incredible art but it turned out that he is an incredible person too,” said one participant.


 “He is the art,” another added. “Yes, that made the art all the more powerful because he was that.”


It should be acknowledged, however, that according to staff, some artists are more comfortable than others interacting personally with their audiences. This was confirmed in an interview with Jones, who said he has "made room for strangers in the vulnerable space of the creative process. This is not always easy to do." 


According to Walker staff, many of the residency artists were chosen based on the following criteria: 

∑
Quality of work; 

∑
Curators' personal interest;

∑
Interest in interacting with community residents;

∑
Specific interest in teens, people of color, and low-income families;

∑
Capacity for facilitating a positive experience for participants; and, 

∑
Inter-personal skills.


Several curators prioritized these criteria as noted above, stressing that the quality of the artist's work was the predominant criterion. 


In general, artist residency activities focus in varying degrees on two areas, connecting with the community and creating new work. In the past, the Walker has sponsored many types of artist residencies, some involved only the creation of new work, some were primarily geared to community involvement, and some combined both kinds of activities. Some of the artists selected for Crossroads residencies do not have an interest in connecting directly with their audience or the ability to do their creative work in close collaboration with groups. Bernd and Hilla Becher, for instance, were brought up in conversations with staff, as examples of artists who are interested in using their time in residence to create a new body of photographs, rather than working directly with the community. Even Bill T. Jones, a committed and practiced community advocate, talked about the tension he feels as he tries to maintain the balance between the social pull to work in the community and the marketplace pressure to produce new work.


Implications
How will the Walker utilize the capacities of artists whose residencies are more focused on the generation of new work than on interaction with audiences? While the type of activities involved in residencies may vary, the intention to  make the artist's creative process accessible to audiences is the same across residencies. With artists who are more interested in creating new work, the potential exists to develop new residency models that do not necessarily involve traditional activities such as the master classes, informal dialogues, and audience critiqued rehearsals.  This challenge which exists particularly in the area of visual arts, and less so in the realms of performance and media, will require the Walker to devise new windows into the creative process not always involving direct contact with the artist.   


Artists working in communities generate support for their art form and create cross-disciplinary connections for audiences. 


A number of the residency participants had limited experience with dance, particularly modern dance. A participant from Dunwoody Technical School, for example, said that the student body as a whole had little previous experience with modern dance or with other types of art. Much of the Dunwoody audience was initially hesitant about how to respond to the Jones performance. 


“Some people did not understand what was going on," said the participant. "At Dunwoody, I think my program is the only art program. No one has yet seen anything like what he does and they were shocked.” After students were able to ask Jones questions about "why he does what he does," their appreciation for the performance, and thus for modern dance, began to develop.


"I think many times art can be something way off. Museums themselves can make art and objects removed from our common, everyday life," said another participant, adding,


I appreciate any artist, and he’s probably at the pinnacle of my appreciation, who puts his life out there on stage and helps to enlarge people’s understanding of the vocabulary. With dance in particular, for most people, they are just bouncing around on stage and its really cool, but ten minutes later you want to go play some video.


Whether or not the focus group participants were dancers themselves, they said that learning about Jones’s creative process was compelling, inspiring, and affirming. Those participants who were not dancers spoke eloquently about the impact their experience with Jones had on their way of seeing, drawing the human figure, or choreographing their own performance work.


“As Frederick Frenck said, 'What I haven’t drawn I haven’t really seen,'" quoted one participant, a draftsman. 
  He added, “After hearing Bill T. talk about movement, I go out into the everyday world and how people move is so much more fascinating. It isn’t just about what goes on stage.”


Jones gave a lecture at the Minneapolis College of Art and Design to an audience made up of all types of aspiring and professional artists, many of whom had limited experience with modern dance. One participant said that hearing about Jones’s creative process and life experience inspired her as a graphic designer and made her think about collaborations that might be possible between graphic artists and local performing arts groups. 


Implications

Artists working in communities unfamiliar with their particular discipline have the opportunity not only to extend the awareness of their own work, but also to educate audiences, at the most basic level, about their art forms. The Walker can reinforce new interest and promote greater learning that may occur by providing residency participants with information about other local or web-based discipline related resources and educational organizations. For example, if a resident is a poet, participants in residency activities can be informed about the Loft, a local literary arts center, The Center for Book Arts, and the poet laureate Robert Pinsky's Favorite Poem Project web site and other related resources. 
Participants want to take what they learned from the artist and connect the community to that knowledge and inspiration. 


A particularly illuminating finding that resulted from the focus group was that participants view their direct contact with visiting artists as catalysts for their own artistic practices or work they do in the community. The participants benefited from the new perspectives, intellectual approaches, and practical advice offered by Jones and his company. Participants said residencies give people ways to come together in unusual groupings and to be involved in creative, collaborative activities. While they appreciated these opportunities, participants did not view the residency activities as ends unto themselves. Many of the practicing or aspiring artists in the group wanted to take what they had learned and use it to enhance artistic activity and build support in their own community. 


“When [Jones] was at Macalester, we asked how to build a community, a community for my art or for your art, because a lot of the students are frustrated. They feel they do not have too much support," said one participant. "He said just keep on putting out your art and if someone responds to it that’s your community. That was very encouraging, many people were touched by that statement.”


As another participant said, he did not want to have to wait for "the return of the guru" to experience inspiration or enhance artistic activity taking place in his community. 


I’m interested in how we can transfer that thing that is abroad or far away into our 'now' existence and be a part of it, where people aren’t constantly saying ‘oh, I can’t wait until Bill Jones comes back.’ That’s good for him to come. But I am really concerned about us having this guru, mogul mentality where we can’t do anything until the master comes. We can respect him and love him, but I am more interested in taking that energy, that inspiration and casting it about ourselves. 


Other participants agreed with his perspective. They wanted to take what they learned in Bill T. Jones’s master class and continue to learn and to refine their own skills. A graphic designer and teacher said, 


I am also not a fan of this idea of the hero or the star. I think Bill T. Jones is amazing, but I think he represents something much bigger. I will continue to go to these things because of what I got: feeling like I was a part of a community, walking away feeling good about myself, taking in information that I either bring back to the classroom or bring to my own work.


In an interview with two teenagers from an after school program at the Hands On Child Development Center who attended the dance rehearsal of Dianne McIntyre and Lester Bowie, one said she had "no idea how much hard work went into dancing." What they liked best about the event was the chance to dance up on stage with Dianne, Lester, other members of the band, as well as with their teacher and friends. One young woman said she would like to learn more about dancing, but she didn't know where to go to find out what programs were both good and affordable. 


Participants hoped that the Walker might provide support, advice, and/or guidance as to local cultural opportunities. They wanted help in making the connection between the art event and incorporating art and art-making regularly into their own lives. One participant expressed this by saying, “The Walker could fulfill the function of inviting people to become artists as opposed to inviting people to art (which is an important thing and I am not downplaying it). We can be inspired by [Jones] but then how do we recognize that spark within ourselves and have a chance to act on it?” 


Implications
While residency activities expose the audience to new art forms and creative practices, efforts should also be made to provide participants with guidance about what steps they might take if they have a particular interest in dancing, for example, or directing or designing sets. Artist residency presenters should design programs to include follow up contact with community and Walker resources.


Resource guides could be prepared on disciplined based organizations or further educational offerings.  Participants could be connected with an arts mentor program, if one exists, or the Walker could create an arts mentor program for adults and younger people in collaboration with practicing artists, dancers, and performers in the Twin cities and members of the CNAC. Connections between these aspects of the arts community need to be facilitated for the one-time experience a person has with a visiting artist if there is to be an ongoing influence in their daily lives. To develop and sustain further interest, staff could take a mentor-like role toward residency participants which would contribute to creating a supportive environment.


Opportunities for the Walker to take the role of resource particularly exist when the organization sponsors community based events. For instance, in July 1999, the Walker will partner with the Powderhorn Park Association to bring Walker on Wheels to the Lake Street Festival where it will be used for family art activities. What resources can the Walker provide to families and kids who have an interest in learning more about art or participating further in on-site/off-site Walker activities?


Participants also asked if artists might provide the creative map for projects in which local people could be involved. Residencies provide Walker with the opportunity to explore ways of including local participants in the development of new work, as Cheryl Dunye is doing in the development of her film script. 

Collaborative Program Planning 


Goal 3: To enhance the Walker’s capacity to produce multi-disciplinary programs by further developing collaborative, cross-departmental planning processes and by incorporating community partners into planning.

Staff are taking steps to develop and reinforce collaborative, cross-departmental planning processes.


At this early stage in the project, Walker staff have taken several steps to develop and reinforce cross-departmental, collaborative planning processes and create an integrated internal awareness of the residencies. A interdepartmental team, the "Pew Grewp," has been established including curators from the visual, media, and performing arts departments, members of the education and community programs, operations, and marketing departments. The group meets monthly to discuss artist residency and community partnership activities and other aspects related to implementing the Crossroads project. Several staff members said that discussions to date have primarily focused on the exchange of information across departments, rather than collaborative planning. Staff also said that communication between departments needs to be improved. 

Staff across all departments currently use an extensive Program Database which has been developed for Walker operations by programmers and computer systems administrators. It includes information about all activities the organization produces and can be accessed by anyone on staff (See Appendix K for Cheryl Dunye Residency Listing in Program Database). 

Information available to anyone logging in includes:

∑
Program title, type, dates, and location

∑
Sponsoring department

∑
Target audiences

∑
Parallel programs

∑
Funding sources and credit text for printed materials

∑
Tour venues

∑
Co-sponsors

∑
Publications


Staff currently use the Program Database as a scheduling and project management tool. Having information centrally stored in an immediately accessible form eliminates the need to exchange information from one department to another. This has been very efficient for information that is used in a variety of formats; e.g., credit notations for program funders, for example, which are used in exhibition catalogues, wall text, calendars, direct mail pieces, and programs.


Certain challenges were mentioned repeatedly by staff in conversations about the cross-departmental planning process. The difference in planning timelines for different disciplines was cited as causing difficulty when staff try to plan collaboratively across disciplines. In general, exhibition planning occurs up to five years before a show is installed; performing arts staff may schedule performances about one year ahead of time; while the film/video department can schedule programs in about three months. 

Another challenge identified was the labor intensive nature of heavily scheduled artist residencies, like that of Jones. A number of staff members spoke about the necessity to specify which residencies are priorities in terms of their audience development potential. As part of this process, according to staff, a determination will need to be made regarding which residencies will be "maximized" through intensive community activity schedules, and which residencies will be more focused on the creation of new work. Several staff said that depending on artists' working styles, Walker will need to work to vary the types of residency  activities including those that are: small and large, closed and open to the public, and promoted by word of mouth and in the media. 


Implications

The Walker appears to be laying solid plans and systems in support of cross-departmental collaboration at this early stage in the project. Staff in marketing, administration, and educational roles seemed to be working more closely with each other than with staff in programming departments. Each residency is managed by the relevant curatorial department. At this point, residency activities appear to be developed involving the discipline specific curator and the related marketing and education staff. There does not seem to be extensive planning across disciplines. 

This may result from the fact that artists residencies selected for the early years of Crossroads were determined during the project development and grant writing phase, and thus were not decided upon in collaboration with community partners or staff outside the specific programming departments. It should be noted that when the CNAC was convened in 1997, the constituent organizations were surveyed about how they would like to be involved with the Walker. Consistently they said they wanted to work directly with living artists. 

Residencies chosen for the later years of the project have the potential for more cross disciplinary planning and community involvement. Other aspects of the project, like the Artist-In-Residence Space, Free Thursday, and Free First Saturday programs, also have greater possibilities for collaborative work. 


Staff are defining criteria for community partnerships and developing internal systems to support partnerships.

Walker staff have been working to define a criteria for community partnerships as well as a system to help them develop new partnerships and extend existing relationships. The following community partnership criteria have been proposed:

Sustained: The relationship between Walker and the partner should be sustained over time. Even after or between events, there should be ongoing communication, i.e. attending the partner's meetings. "One-night stands" are an important part of what we do in the community, and can lead to partnerships, but are not themselves partnerships. Even with the one-night stands, we should keep a long-term attitude. 

Reciprocal: To the extent possible, there should be mutual sharing of time, resources, and knowledge. (Obviously, the availability of resources will vary).

Parity: There can be shared or alternating leadership and authority. The partners may alternate with taking the lead. 

Understanding: There should be understanding and respect for the different working styles of the partners. Our interactions with artists can be a model for how we interact with the community.

Staff are aware that community partnerships are complex, time-consuming endeavors. They plan to take on a limited number of new partnerships and leverage their existing connections with community groups in order to successfully sustain and expand these relationships. 

In some cases, partnering organizations are chosen by resident artists based on the content of their work. For example, filmmaker Cheryl Dunye is in the process of making her second film, a story about an African American mother and daughter who meet each other when they are incarcerated in the same prison after a prolonged absence. Dunye will use her residency to develop and refine her script. She is collaborating with Amicus, a social service organization "dedicated to partnering with offenders to build successful lives and create safer communities." Amicus used their long-standing contacts with prison administrators to help Dunye contact prisoners who would be interested in participating in a script reading. "I want the dialogue to reflect incarcerated life as closely as possible," said Dunye. "Amicus knows the community. They have helped me connect to the right people." 
In most cases, however, staff choose to partner with organizations based on programming criteria and the interest and ability of the organization to collaborate with the Walker.  As a part of the internal partnership development effort, Walker staff are linking a Partnership Database to the extensive Program Database.

The partnership aspect of the database was in development at the time of the site visit and will contain partnership "profile" information, such as the community organization characteristics, constituent base, facility, etc. (See Appendix L for Partnership Database proposed data fields and list of existing community partner organizations). The database will provide an easy way for staff to find community partners based on specific programming criteria and the related history of events produced in collaboration between particular community organizations and the Walker.

Implications
Organizational partnerships are time consuming and labor intensive endeavors. Effective partnerships require a mutual familiarity and acceptance of each organizational culture, leadership, and working style. In the best cases, partnerships are long-term and mutually beneficial. In addition to prioritizing residencies in terms of audience development objectives, Walker staff will need to determine the organizations with which they will develop or extend deep and multi-faceted relationships, organizations like the Powderhorn Park Association and the Lake Street Festival, as part of Crossroads, the Powderhorn Park Association will be bringing Walker on Wheels to the Lake Street Festival in July 1999 where it will be used for family activities. 

The Walker has stated a value of "parity" in these partnerships, and thus may want to keep the role of authority fluid. This essentially democratic style of working requires experimentation with new decision-making and negotiating strategies. Staff who are often required to build consensus among groups and sometimes in the position of negotiating difficult decisions by committee may consider undertaking some professional development in these areas. 

Walker and the Community Neighborhood Advisory Committee are refining planning and communication processes to more deeply involve committee members. 

During the development of the Crossroads grant proposal in 1997, the Walker convened an advisory group of neighborhood arts and community organizations to identify the type of artistic and educational activities that would serve the interests of the neighborhood community. Constituents from these organizations consistently mentioned that they wanted to work directly with artists. 

Early in 1999, this group merged with the Community Advisory Committee, a group that has helped the Walker to connect with racially and ethnically diverse audiences since 1991, to form the Community Neighborhood Advisory Committee (See Appendix M for Community Neighborhood Advisory Committee Member List). Kiyoko Motoyama, the Assistant Director of Community Programs, is a standing member of the CNAC and is the primary liaison to the Walker.

As stated in the partnership agreement, 

The Committee will serve as a clearinghouse for Crossroads artistic and educational collaborations, such as the Atelier van Lieshout project, and other activities of mutual interest outside the grant.

Walker staff and Committee Members will bring ideas for programs to the monthly meetings. We will use the meetings as a forum to make connections between artistic, educational, and community programs and the interests and needs of the audiences. The primary focus will be audiences living and working within the following zip codes: 55401, 55402, 55403, 55404, 55405, 55407, 55408, 55411, 55415, 55545."

(See Appendix N for full CNAC Partnership Agreement)

The two different committee groups are still negotiating their new role, said a number of CNAC members. Many staff and committee members felt the CNAC role for the Crossroads project, particularly as it relates to programming, is still being defined. Members said initial committee meetings concerned learning about the Walker and the residency projects. Members have also attended several residency activities. Some staff members confirmed this impression saying that the CNAC's role in program planning at this stage seemed to be more of a receiver of information than of a collaborator.

Committee members said they wanted to be more involved, early in the residency planning processes. They also said that communication both between CNAC members and Walker staff, and between CNAC members themselves was difficult. One member mentioned being asked by a staff member to research locations for residency events. She spent a good deal of time looking into options, but by the time she presented her findings, the locations had already been selected. 

Implications

Technology could be used to alleviate some of the communications problems mentioned by the CNAC. Nearly all of the members said that they actively use e-mail and would like to put together an on-line CNAC discussion group to stay updated on planning matters and use each other as resources, in addition to their own personal networks. They also thought this would be a more effective way to communicate with Walker staff. In discussions with Howard Oransky, it was also mentioned that the CNAC may be given limited access to the Program and Partnership Database so that they would have the same on-line ability to get up-to-date information on Walker programs, resources, and community liaisons as the staff. 

In addition, Walker is developing a Crossroads section for the institution's web site. The section will include information about the artist residencies and related activities. A limited access bulletin board will also be developed for the dissemination of information about partnership opportunities among CNAC members and Walker staff.

Because artist residencies were chosen as part of the Pew grant application process, particularly for the first and second years of the project, the CNAC was not involved in the selection process. While CNAC members seemed to be happy to act as advocates for the Walker and connections to their communities, they also wondered what their role is in relationship to programming. CNAC members were respectful of the Walker's curatorial expertise and did not say they wanted to choose the artists in residence, however, they did want to be factored into the residency planning process at an earlier stage than they are presently. While the grant application stated that "the newly formed CNAC would assist the Walker in creating and implementing programs to serve the neighborhoods through monthly planning meetings," the CNAC role in "creating programs" could be better defined. 

Closing Remarks 
This report presents a snapshot of the Walker's efforts toward achieving the Crossroads project goals and the organization's strategic imperatives. The data contained in the report can be used as a benchmark against which findings in the 2001 mid-point assessment and the 2002 summative evaluation can be measured. The related implications highlight areas to be developed or further refined. 

The positive responses of audience members, staff, and artists to the residency project indicate that the Walker has made a vital choice to focus efforts on creating direct links between artists and audiences. High awareness and positive perceptions on the part of the target audience show great potential for reaching more residents in these neighborhoods and deepening engagement with current but infrequent visitors.

The organizationally integrated nature of the Walker's audience development efforts is represented in the parallel content outlined in the project goals and the following organizational goals defined in the Long Range Plan:
∑
Attract and retain audiences across the disciplines by creating an animated visitor experience tied to discovering links between art and life

∑
Originate new presentations, commissions and scholarship across the disciplines in tandem with innovative interpretive strategies. 

∑
Further develop a team-based administrative and governance model which emphasizes flexibility, efficiency, and stability. 

The long-term, focused nature of the Walker's efforts to develop new audiences and the integration of those strategies with the overarching organizational imperatives provides a solid foundation for this endeavor to deepen audience engagement and has resulted in a hopeful beginning to an innovative, exciting, and valuable project.
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